In this chapter, we develop a theoretical model of group splits, culture shifts, and creativity in diverse groups. This model explains how the strength of informational faultlines can elicit a culture shift from a desired to an actual culture of creativity in a team, which then might differentially influence team creativity and group performance. We further argue that subgroup support and team creative efficacy may enhance the interaction of informational faultlines with a desired culture of creativity to facilitate the shift toward an actual culture of creativity. We also discuss future research directions and practical implications for stimulating creative behaviors in organizations.
INTRODUCTION
At the end of the last century, Apple Inc. felt a need for a new, creative product that would reestablish itself as the market leader in innovation. Seizing upon the creative idea of a portable and versatile music player, (e.g., functional background, work experience, education) come into alignment and divide a group into relatively homogeneous subgroups (Lau & Murnighan, 1998) . For instance, a faultline exists when all the engineers in a team are computer science majors and all the sales employees have a marketing degree. Although prior research suggests that the resulting faultline subgroups would be inherently detrimental for group creativity (Lau & Murnighan, 1998; Pearsall, Ellis, & Evans, 2008) , in accord with recent theorizing (see Nishii & Goncalo, 2008) , we argue that faultlines may create a condition for creative sparks to ignite in diverse groups and to help solidify a culture of creativity. Unlike prior research that has primarily focused on the type of faultlines that form along demographic lines (e.g., Lau & Murnighan, 1998; Li & Hambrick, 2005; Nishii & Goncalo, 2008) , our emphasis is on the type of faultlines that form along informational and most job-related lines (e.g., tenure, function, education). We believe that these types of faultlines will be most relevant for creative processes in teams. We further propose that a culture shift will occur when a group's desire and need for creativity is well recognized, accepted, and manifested in actual creativity culture and that informational faultlines will facilitate this process. As Perretti and Negro (2007) further noted, group composition may induce exploration and creativity, yet the resulting product may not necessarily achieve commercial success. We follow their suggestion to develop the links across various dimensions of group performance, and consider creative as well as practical performance of diverse groups.
CULTURE OF CREATIVITY
Scientific inquiry into creativity has pointed to contextual factors such as the social environment (Amabile et al., 1996) and, more specifically, organizational culture (Chatman, Polzer, Barsade, & Neale, 1998; DeFillippi, Grabher, & Jones, 2007) as playing important roles in its advent. For instance, Amabile et al. (1996 Amabile et al. ( , p.1155 pointed out that ''the social environment can influence both the level and frequency of AU :2 creative behavior.' ' Hunter, Bedell, and Mumford (2007) as well as AU :3 Schepers & van den Berg (2007) , Boerner and Gebert (2005) , and Haner (2005) also indicate the behavioral impacts of organizational norms on the emergence of creativity in groups. As such, research on culture has attracted a lot of attention, employing a wide array of theoretical interests, methodological tools and definitions to study it. Although some found it highly problematica measurable characteristic of an organization (Gregory, 1983; O'Reilly & Chatman, 1996; Sackmann, 1992 ). Yet, neither scholars nor practitioners can afford to ignore culture given the recent trends toward more decentralized organizational groups and increasingly multicultural work life. In exploring how a cultural perspective may help better understand the emergence of creativity in organizations, we follow a research tradition that defines culture as a form of social control that clarifies which behaviors and attitudes are more or less appropriate for members to display (e.g., O'Reilly & Chatman, 1996) . More specific to the management field and consistent with Barney (1986) , we conceptualize culture as shared values, beliefs, assumptions, and symbols that define the way a firm conducts its business.
Research on culture emphasizes the importance of taking into account the content of cultures, and sequentially, the norms and the behaviors they support, as they may vary widely across organizations (Bettenhausen & Murnighan, 1991; Jehn, 1994) . For example, culture may reflect preferred ways to perform individual and group tasks such as being creative, taskoriented, or career-oriented (Jehn, 1994; Jehn, Chadwick, & Thatcher, 1997; O'Reilly, Chatman, & Caldwell, 1991) . Of particular interest here is the culture of creativity which refers to the extent to which employees value and encourage the development of novel ideas, challenge traditional ways of doing things, learn from others, and believe that creativity is important for their group AU :4 (adapted from Van Der Vegt, Van De Vliert, and Huang, 2005) . There has been some research showing how cultural tenets such as openness or closedness can directly affect the quality of creative work achieved (cf. Gebert & Boerner, 1999; Shalley, Gilson, & Blum, 2000) . Strong cultures that reward information sharing and encourage the expression of creative ideas have been theorized to influence creativity (Flynn & Chatman, 2001) . Others have found that individualistic cultures that encourage divergent thinking could be vital for creativity (Goncalo & Staw, 2006) . Evidence has also suggested that cultures that provide support and encourage risk taking can enhance creativity (Amabile, 1988; Burnside, 1990; Nystrom, 1990) . Unlike this past research that mostly focused on how various contents of organizational culture may influence creativity, we shift our focus toward understanding the antecedent conditions of a culture of creativity and its emergence in workgroups.
Largely missing in the prior work on organizational culture is its extension to group culture (with a few exceptions, Chatman & Spataro, 2005; Jehn, 1994; Sackmann, 1992) . The dominant paradigm in culture research has emphasized the homogeneous and undivided nature of culture rather than its divisive potential (Gregory, 1983; Sackmann & Phillips, 2004) . It is, in fact, problematic as culture is an emergent phenomenon and is flexible enough to form additional potentially evolving subcultures (Adkins & Caldwell, 2004) . Many workgroups are now almost entirely self-managing and with the intensity of work and the amount of time spent together as a group, they provide the opportunity for subgroup cultures to emerge (Sackmann, 1992) . These cultures offer a common sense of identity that becomes group-specific and has a potential to influence members' behavior (Earley & Mosakowski, 2000) . Group culture is defined as the extent to which group members have consensus on values, norms, and appropriate behaviors related to work (adapted from Chatman & Jehn, 1994; Mannix, Thatcher, & Jehn, 2001; Rousseau, 1990; Triandis & Suh, 2002) . Group culture is an important variable to look at as it refers to group members' fundamental beliefs regarding the desirability of behavior choices (Enz, 1988; Rokeach, 1973) . In this paper, we, therefore, focus on group culture that revolves around an important aspect of group work, creativity.
Culture Shifts
Research, which primarily views organizational culture as a relatively stable, structured set of symbolic meanings shared by a group of people, has contributed significantly to our understanding of organizational processes (Audia & Goncalo, 2007; Caldwell & O'Reilly, 2003; Flynn & Chatman, 2001; O'Reilly & Chatman, 1996) , especially in the area of cross-cultural comparisons (Goncalo & Staw, 2006) . However, there has been some evidence in literature supporting the idea of organizational culture's changing nature. For instance, research within evolutionary and sociocultural psychology has discussed evolvability of culture and has perceived culture as being constantly in flux, proposing a number of evolutionary models of cultural change (Kashima, 2002; Sterelny, 2006) . Related research in social psychology has also demonstrated how interactions among individuals may lead to norm change over time (MacNeil & Sherif, 1976; Sherif & Sherif, 1969) . For instance, social pressures such as conformity or arbitrary events resulting from interactions (e.g., a spontaneously uttered colloquialism becoming a group ''motto'' or ''theme'') could lead to enculturation and facilitate such change (MacNeil & Sherif, 1976; Sherif & Sherif, 1969) . Similarly, organizational research has shown how transformational leadership can stimulate cultural change and result in a culture shift toward quality improvement values and beliefs (Waldman et al., 1998) .
Although this research asserts that it is difficult to change culture (Dombrowski et al., 2007) , a new culture of creativity can be developed and become sustainable if certain key elements (e.g., flexibility, collaboration) are embedded in the culture (Dombrowski et al., 2007; Zairi & Al-Mashari, 2005) .
Related research on culture change in organizations has theorized that organizational culture shifts are context based and thus, changes in deeplevel member values are possible only when the firms seek employee buy-in, and member-organization values align (Ogbonna & Wilkinson, 2003) . Evidence mostly indicates that change in an organization toward a more creativity-centered culture can be successful only when employees desire it, see some reward structure (even vague goals), and believe in the value of this change (Causon, 2004; Hesselbein, 2008; O'Hara & Sternberg, 2000; Rodrigues, 2005) . All these, however, have mainly considered involuntary change (which can result in negative reactions such as member opposition, Ogbonna & Wilkinson, 2003) , and have rarely looked at change brought about by volition of the groups themselves (as we study in this chapter). Associated research has emphasized the role of organizational identity and its emergent state in the context of corporate spin-offs and other forms of organizational change (e.g., Corley & Gioia, 2004; Fiol, 2002; Gioia, Schultz, & Corley, 2000) . This research has also added many important insights into how both planned and unplanned organizational identity change might occur through changes in labels (e.g., ''we are a creative company'') and shared meanings underlying labels (e.g., ''cutting-edge scientific research''). In this paper, rather than focusing on identity shifts as relevant to the question of how creativity is recognized (Adarvers-yorno, Postmes, & Haslam, 2006), we turn our attention to another socially constructed phenomena -culture defined as a form of social control that can influence members' focus of attention, behavior, and commitment (Flynn & Chatman, 2001) .
We further focus on exploring the dynamic nature of team culture and, in response to Bain, Mann, and Pirola-Merlo (2001) call, look at the relationship between various states of culture of creativity and group creativity. We continue this ''temporal'' tradition in research on culture and draw on both Choi's (2004) and Young and Parker's (1999) work that differentiates between desired and actual ideals and views culture as malleable and evolving. According to the authors, when such desired cultural ideals transmute into actuality, a culture shift is said to have occurred. We extend this prior work and examine the process by which a desired culture of creativity changes into an actual culture of creativity in diverse groups. A desired culture of creativity reflects a group's need and desire for creativity and innovative ways of doing things and believes in the value of creativity (adapted from Choi, 2004 ). An actual (or current) culture of creativity refers to the extent to which employees accept, value, and encourage the development of novel ideas and believe that creativity is important for their group (often in the form of deeply held assumptions, meanings, and beliefs, Martin, 2002; Schein, 1992) . We further argue that a culture shift will occur when a group's desire and need for creativity is well recognized, accepted, and manifested in an actual group culture of creativity.
We derive our propositions based on multiculturalism theory, which argues that individuals have certain ideals and views about distinct cultures that may be expressed (actual values) or latent (desired values) (Burrell & Morgan, 1979) . They use these ideals and views to interpret and form a framework of assumptions about the world. The body of theory and research further suggests that group members with compatible levels of a need for valuing creativity (desired culture) will satisfy this need by recognizing and solidifying it in their actual group culture. They will then be more likely to process new information that might change their views and interpret organizational events similarly. When the desire to achieve goals that are congruent with the organizational goals arises in a team, research suggests that there will be more efforts toward the actualization of these intended cultural changes (Meglino, Ravlin, & Adkins, 1989; Sørensen, 2002) . In addition, within group contexts, individuals have been found to offer fewer ideas because of feelings of inhibition and fear of being negatively evaluated by group members (Camacho & Paulus, 1995; Diehl & Stroebe, 1987) . However, when members more openly express the desire to change toward solutions that are more creative, their ideas may no longer be stifled and social inhibition may be reduced; this ultimately may manifest itself in steps toward an actual group culture of creativity.
The body of literature also suggests that when individuals recognize their desires, they make choices toward creativity (desired culture) and often set goals and engage in behavior to achieve these creative targets as a team (akin to actual culture) (Drazin, Glynn, & Kazanjian, 1999; Litchfield, 2008) . This is in line with Zajonc's (1968) classic ''Mere Exposure Effect,'' theorizing that the very presence of a charged atmosphere congruent with one's desires, values, and beliefs may act as a powerful stimulant for action toward achieving those desires. Thus, groups believing in the value of creativity may galvanize action among its members (Stenmark, 2005) , shifting their desired culture into an actual culture of creativity. Groups also tend to make more extreme judgments and take riskier (decisions allowing for more creativity) than individuals (e.g., Cecil, Cummings, & Chertkoff, 1973; Wallach, Kogan, & Bem, 1962) . We argue that in groups with high levels of a desired culture of creativity, group polarization might occur toward creativity-centered in-group norms (Turner, Hogg, Oakes, Reicher, & Wetherell, 1987) . Consistent with social categorization theory (Tajfel & Turner, 1986) , members' beliefs and values can shift toward a most prototypical norm (creativity) resulting from the self-categorizations that create a common identity in a group. Group polarization might be partly responsible for that ''shift'' from a desired to an actual culture of creativity, where such riskier, creative actions become acceptable and normalized. Thus, we expect the following main effect:
Proposition 1 (P1). A desired culture of creativity will be associated with an actual culture of creativity.
SHAPING CREATIVITY CULTURE: THE ROLE OF GROUP DIVERSITY
Organizational literature suggests that group creativity is partially a function of both contextual (e.g., organizational culture) and structural (e.g., group composition) characteristics of a group (Bain et al., 2001; Chatman et al., 1998) . This is because lone scientists working in isolated environments are no longer the mainstay in creative industries. Nowadays, products, solutions, and services are designed by collaborations and groups of people who regularly brainstorm to tap their creative spirit (Locke et al., 2001; Wuchty, Jones, & Uzzi, 2007) . This trend toward group-based work is because when people meet as a team to discuss their tasks, there is a chance for minds to engage in a more detailed, collective exploration of the matter at hand (Paulus, 2000a; Pirola-Merlo & Mann, 2004; Taggar, 2001) . Unsurprisingly, companies often require teams of diverse skilled and specialized workers who bring divergent tastes and approaches to the quality or configuration of the product (Caves, 2000) . Hence, groups' demographic composition and, more specifically, members' diversity now becomes a critical vehicle for driving creative processes in a group (cf., Harrison & Klein, 2007; Mannix & Neale, 2005; Williams & O'Reilly, 1998) .
Research also shows the importance of group-level constructs affecting creative outcomes Williams & O'Reilly, 1998) . Some studies indicate that informational diversity within the team leads to positive outcomes such as greater information sharing (Zellmer-Bruhn, Maloney, Bhappu, & Salvador, 2008) and a greater number of new ideas and products (Vissers & Dankbaar, 2002) . Yet, other studies indicate no positive effects of informational diversity in creativity (Anderson, 2003; Hobman, Bordia, & Gallois, 2004) . Although this research on informational diversity has led to many important insights into how diversity affects creative outcomes, cumulative findings have been inconsistent. In response, alternative research has recently emerged to understand how group composition may also function as a moderator in shaping the attitudes and behaviors in diverse groups (e.g., Cummings, 2004; Joshi, Liao, & Jackson, 2006) . Joshi et al. (2006) examined whether work group composition plays a role in shaping perceived pay inequalities. Prior work by Michel and Hambrick (1992) also alludes to the moderating role of functional diversity in firms. Besides, research by Jehn, Northcraft, and Neale (1999) has shown that certain forms of diversity can moderate the main effects of other forms of diversity. Extending this line of research into the domain of creativity, we theorize about the role of diversity in shaping creative cultures in groups. More specifically, we argue that diversity may represent a theoretically meaningful potential moderator of the desired culture-actual culture of creativity relationship in groups.
Informational Faultlines
In our conceptualization of group diversity, we focus on the issue of demographic alignment as put forth in the group faultline theory introduced by Lau and Murnighan (1998) . Prior research on group diversity has largely conceptualized diversity as the degree of differences on relevant attributes between group members (Alexander, Nuchols, Bloom, & Lee, 1995) . This work has been often criticized for the assumption that these attributes are independent. For instance, when examining functional differences, tenure has been ignored, leading to the assumption that the experiences of software engineers who have been just hired to work on a project team would be similar to that of engineers who have already spent years there in an otherwise identical group (e.g., De Luca, & Atuahene-Gima, 2007; Gebert, Boerner, & Kearney, 2006; Sethi, Smith, & Park, 2001) . The group faultline perspective on diversity, in turn, argues that studying interacting multiple attributes ''together'' rather than separately might provide additional insights into group behavior (e.g., Lau & Murnighan, 1998) .
A guiding tenet of the faultline framework is that the intergroup dynamics between emerging subgroups should be stronger than the intergroup dynamics between individuals (Insko, Schopler, Hoyle, Dardis, & Graetz, 1990) . Additional perceptual categorizations and behavioral outcomes are expected in faultline-based groups, as subgroups emerge based on overlapping similarities along multiple attributes. The added effect of this overlap results in less fluid and more stable subgroups. These subgroups have the potential to provide mutual social support to their members (Wildschut, Insko, & Gaertner, 2002) and promote social competition (Insko & Schopler, 1987; Schopler, Insko, Graetz, Drigotas, & Smith, 1991) .
Even though faultlines can arise from differences across a number of dimensions, we focus on the kind of faultlines that develop along informational attributes (e.g., company tenure, education). Informational faultlines are group splits based on differences in task-relevant categories; they are based on attributes of individuals that are directly related to their professional performance (Bezrukova, Jehn, Zanutto, & Thatcher, in press ). Examples of facets of informational faultlines include education (both field and level), amount of work experience relevant to current job, tenure in a company, position in organizational hierarchy, pretask information level, etc. Our choice of informational faultlines was driven by two reasons. First, we concentrate on informational faultlines because we believe that this type of faultline has the most organizational relevance for creative companies. IBM's ''The Black Team'' epitomizes this idea of disciplinary differences (conceptually, faultlines) as having the potential to facilitate group creativity. Here, a faultline existed between testers (whose sole purpose is to find flaws in indigenously developed code) and the code-developers, both of which are the mainstays of software companies. Such group division brought in a spirit of competition across faultline subgroups, which ultimately helped the team to come up with and share more ideas while dealing with mundane tasks such as testing. Eventually, this evolving culture of the group has lead to a change at the organizational level itself (DeMarco & Lister, 1999) .
Second, following Jehn, et al. (1997 Jehn, et al. ( , 1999 who have stressed the value in differentiating between types of diversity, we believe that unlike other types of diversity, informational faultlines might have the most implications for creative processes in diverse workgroups. For instance, researchers have suggested that the effects of diversity in groups depend on the degree of job-relatedness of the attribute (Webber & Donahue, 2001 ) and the potential for information use (Dahlin, Weingart, & Hinds, 2005) . The range of skills (Reagans & Zuckerman, 2001) , variety in member experience levels (Gruenfeld, Martorana, & Fan, 2000) , knowledge factions (Gruenfeld, Thomas-Hunt, & Kim, 1998 ) -or what Jehn et al. (1999) termed as ''informational diversity'' -have been shown to influence both volume and uniqueness of creative outcomes. Related research on ''diversity of knowledge'' (Gruenfeld & Hollingshead, 1993; Lapre &Van Wassenhove, 2001; Phillips, Mannix, Neale, & Gruenfeld, 2004; Taylor & Greve, 2006; Rodan, 2002) , ''cognitive diversity'' (Paulus, 2000b) , ''diverse perspectives'' (Hambrick & Mason,1984; Hambrick, 1998) , and ''functional or expertness diversity'' AU :6 (Bunderson & Sutcliffe, 2002; Van Der Vegt & Bunderson, 2005;  Van Der Vegt, Bunderson & Oosterhof, 2006) all indicate that informational composition of teams have bearings on creative outcomes. For example, concurrent engineering (bringing together members of different knowledge domains) has been shown to have a critical importance in stimulating the cross-fertilization of ideas and creative outcomes of higher quality (Umemoto, Endo, & Machado, 2004) .
Finally, whereas the topic of demographic faultlines and their effects on team processes and outcomes has attracted a lot of research attention (e.g., Earley & Mosakowski, 2000; Lau & Murnighan, 2005; Li & Hambrick, 2005; Molleman, 2005; Pearsall et al., 2008) , informational faultlines have by far received less attention. Exceptions include a few pioneering studies that have looked at informational faultlines in terms of information availability (Homan, van Knippenberg, van Kleef, & De Dreu, 2007) or at the interaction between informational (job function) and demographic faultlines (Sawyer, Houlette, & Yeagley, 2006) . To our knowledge, no studies have addressed the topic of informational faultlines within the domain of creativity. Our focus, thus, is on informational faultlines and understanding their role in groups' creative functioning. Unlike past research that has primarily examined faultlines as the determinants of group processes and outcomes (e.g., Homan et al., 2007; Lau & Murnighan, 2005; Molleman, 2005; Polzer, Crisp, Jarvenpaa, & Kim, 2006) , we study informational faultlines as a moderating variable influencing culture shifts in groups (see Fig. 1 ).
Moderating Effects of Informational Faultlines
Diversity research has argued that connections and information flows tend to be localized within faultline subgroups of similar members, yet differences across them can broaden the network of external contacts through which a team gains access to valuable resources (Beckman & Haunschild, 2002;  Mohrman, 2003) . For instance, past diversity research has shown that members with multiple experiences, backgrounds, or perspectives may increase the information available for problem solving and also enhance the ability of the group to generate creative solutions to problems (Watson, Kumar, & Michaelsen, 1993) . Recent empirical research on minority influence has provided additional support for the critical role of informational diversity and opinion minorities in stimulating divergent thinking and creativity (e.g., De Dreu & West, 2001) . Similarly, a vast research on newcomers has shown that new configurations of team members based on experience (i.e., newcomers versus old-timers) can be major sources of creativity (e.g., Choi & Thompson, 2005; Perretti & Negro, 2007) . In line with this research, recent theorizing on faultlines has suggested that demographic faultlines can be good for creativity (Nishii & Goncalo, 2008) . The difference in opinion between faultline subgroups may result in elaborate discussions to describe their respective viewpoints to those on the other side of the informational faultline. These elaborate explanations trigger more discussions (even of tangential information), which increases the opportunity for previously unthought-of creative solutions to be discovered. We follow this line of reasoning and, in contrast to prior work on faultlines (Lau & Murnighan, 1998; Pearsall et al., 2008) , argue that faultlines may facilitate creative processes in diverse groups. Furthermore, faultline subgroups resulting from group splits may not only reduce conformity pressures but also prompt subgroup members to maintain their points of view in the face of opposition (Nemeth, 1985) . The resulting diversity of ideas and tolerance of competing viewpoints across faultline subgroups may offer a more conducive atmosphere for group creativity (Goncalo & Staw, 2006) . For instance, Kanter (1988) noted that the very nature of creative environments involves controversy and the conditions that promote creativity should allow for coalition formation and multiple structural linkages. Research on minority influence has further shown that the unique perspective of out-group members is expected and may be perceived as valued (Phillips, 2003) . As such, members of groups with faultlines may adopt an attitude of mutual positive distinctiveness (Brewer, 1999; Cramton & Hinds 2005) and value their informational differences. This may also elicit environments in which members will be more willing to interact and collaborate across subgroups (Cramton & Hinds 2005; Gibson & Vermeulen, 2003) and convince others of the value in having different viewpoints. This tolerance of informational differences in faultline groups may reduce social inhibition (Nishii & Goncalo, 2008) , boost members' confidence in voicing their divergent opinions, and increase members' engagements in activities toward satisfying their desires. As groups with informational faultlines engage more and more in such activities toward their desired goals, their actions may become ''routinized'' and may turn out to be a part of the group norms (actual culture). Consistent with this idea and based on the discussion above, we expect the following moderating effect: Proposition 2 (P2). The positive effect of a desired culture on an actual group culture of creativity will be stronger for the groups with strong informational faultlines than it will be for the groups with weak faultlines.
Subgroup Support and Team Creative Efficacy
We now turn our attention to several mechanisms through which this moderating effect of faultlines can operate in diverse groups. As faultline subgroups develop across a divide, they create a separate, independent source of influence, different from a larger group. For instance, differences across faultline subgroups may trigger behavioral disintegration (Li & Hambrick, 2005) , whereas informational similarities across members within faultline subgroups may reinforce social support (Phillips, 2003) . Subgroup support is information that leads a person of a faultline subgroup to believe that she is cared for, esteemed, valued, and belongs to a network of communication and mutual obligation (adapted from Cobb, 1976) . These subgroups may operate as networks in providing self-help and facilitating within-subgroup communication (Lau & Murnighan, 2005) . Furthermore, a wealth of empirical evidence indicates that when individuals face emotional stress (from subgroup opposition, opinion dissent across faultline subgroups, etc.), they seek social support (Halbesleben & Bowler, 2007) , and when they receive such support, they feel increased confidence (cf., La Rocco & Jones, 1978; Schaubroeck & Fink, 1998) . Specific to creativity, research shows that coworker support may add to a promotive context for creativity (Zhou & George, 2001) , boosts members' mood states, and buffer them from entering negative mind states when they voice their opinions in front of others (Madjar, Oldham, & Pratt, 2002) . This confidence that subgroup members gain from having their in-group members ''on their side'' while speaking about divergent ideas, may well become a group norm over time (White, Hogg, & Terry, 2002; Wood, Lundgren, Ouellette, Busceme, & Blackstone, 1994) and evolve into an actual culture of creativity. Subgroup support can also attach social approval to activities that may stimulate the extent to which group members encourage the development of novel ideas and believe that creativity is important for their group (Caldwell & O'Reilly, 2003) . Taken together, these considerations suggest that subgroup support will mediate the interactive effect of informational faultlines and a desired culture on an actual group culture of creativity.
Proposition 3 (P3). The moderating effect of informational faultlines on the relationship between a desired and an actual group culture of creativity will be mediated by subgroup social support.
We believe that team creative efficacy will be another important mediating variable that might explain the moderating role of informational faultlines in facilitating culture shifts. Team creative efficacy is usually defined as the extent to which a group believes it can accomplish its creative tasks successfully through concentrated effort (Shin & Zhou, 2007) . Related research on self-efficacy suggests that group members often assess their personal and situational resources and constraints and then rely on these assessments to form efficacy judgments (Bandura, 1997; Gist & Mitchell, 1992) . We argue that ''likely'' divergent viewpoints across informationbased faultline subgroups can be perceived as a wider resource pool that can cue for team creative efficacy calculations. Research also proposes that higher levels of group-efficacy (more general belief in a team's capacity to perform its tasks across many domains, Gibson, Randel, & Earley, 2000) bode well for collective confidence, responsibility, understanding, ability to share and use knowledge, and to engage in creative actions (Gibson & Vermeulen, 2003; Rico, Sanchez-Manzanares, Gil, & Gibson, 2008) . This sense of increased efficacy and beliefs in a group's capability to organize and execute the course of action in groups with informational faultlines can promote more engagement in creativity-conducive activities and an openness to change (Wanberg & Banas, 2000) , allowing for creativity culture to evolve. Since efficacy influences group members' motivation to act (Bandura, 1997) , members of groups with faultlines may work harder, exerting more effort in shifting their group's culture from a desired state to an actual state. Thus, we predict that:
Proposition 4 (P4). The moderating effect of informational faultlines on the relationship between a desired and an actual group culture of creativity will be mediated by team creative efficacy.
CREATIVE AND PRACTICAL PERFORMANCE
We define practical performance as the attainment of a set of noncreativity related professional goals established by the immediate manager, who is responsible for evaluating the members' contribution to organizational targets. Research has shown that when a group desires incremental improvement, more practical ideas are less divergent (Kirton, 1976) and more useful than more creative ideas that can take the group in a new direction. Past research has also shown how quantity of ideas can be negatively correlated with their quality (Cady & Valentine, 1999 , report a negative correlation of r ¼ À0.34, po0.01 between these two constructs). Given that efficient behavior (i.e., quantity and quality) may not necessarily share the characteristics of creative behavior (Staw, 1984) , the antecedents of creative performance may differ from those of practical performance. For instance, creative groups must tolerate greater variance in both work attitudes and behaviors (Staw, 1995) . Because a creative idea usually requires one to do something in a new and different way (Amabile, 1988) , the greater the novelty of an idea the more likely will there be a departure from current organizational beliefs and values. Hence, the group's goals toward deliverables may not necessarily coincide with its search for new ideas and creative solutions (Bain et al., 2001) . This is probably why In addition, creative teams may have a greater potential for conflict and hence performance losses (Jehn et al. 1997; Pelled, Eisenhardt, & Xin, 1999) due to hindered interactions resulting from members' differences in viewpoints and opinions (Lovelace, Shapiro, & Weingart, 2001 ; cf., Williams & O'Reilly, 1998) . The dissent caused by this drive toward creativity may lead to more conflict within the group and may, thus, provide more impetus toward deviation from the smooth functioning of the team. However, managers are goal-oriented and conduct evaluations frequently on the ''bottom-line'' basis where the absolute outcome achieved by the employee is measured, while ignoring the other intangible contributions to the group processes. This downward spiral born from the strong affiliation with creativity may have a deleterious effect on performance outcomes and may lead to a negative appraisal by the manager. Hence, we argue that groups with a strong emphasis on creativity may not be as efficient as a group without such focus, but they are more likely to provide fertile ground for creative ideas.
Proposition 5 (P5). An actual culture of creativity will be positively associated with creative performance and negatively associated with practical performance.
DISCUSSION
The purpose of this chapter was to understand the interplay between group faultlines, a group culture of creativity, and group creativity and performance. We developed a theoretical model of culture shifts in diverse groups and examined the relationship between a desired culture of creativity and an actual culture of creativity. We also investigated how the strength of the informational faultline can elicit such culture shifts in teams and what mechanisms can be responsible for the faultline effects. Finally, we proposed how a group's culture of creativity might have the opposite effects on team creativity and group performance.
Contributions to Extant Literature
Our paper extends and integrates three independent streams of scientific literature. First, we contribute to the research on creativity and innovation by theorizing about the role of diversity and, more specifically, informational faultlines as the structural determinants of creativity in emerging creative environments. We argue that a culture shift will occur when a group's desire and need for creativity is well recognized, accepted, and manifested in actual creativity culture and that this process will be moderated by informational faultlines. We show how faultlines can add to team creative efficacy and be viewed as pockets of social support and contexts that facilitate culture shifts by directing employees' attention and cognitive energy toward generation of new and useful ideas. We further predict that when the actual group culture of creativity is fully realized, there will be more creativity in teams, but group performance may be adversely affected (P5). In developing our arguments, we draw on past research that has shown how quantity of ideas can be negatively correlated with their quality (e.g., Cady & Valentine, 1999) and that creativity may bear negative results for the team's productivity (Jehn et al., 1997; Pelled et al., 1999) . Furthermore, we extend this line of research into the domain of organizational culture by theorizing about how creative cultures can have differential impacts on creative and productive outcomes in groups.
Second, we contribute to the research on faultlines by conceptualizing them as a moderating variable that influences the evolution of the team's desired culture into an actual culture of creativity. We also focus on informational faultlines, as we believe that these types of faultlines would have the most implications for emerging creative processes in diverse groups. While prior arguments put forth by Lau and Murnighan (1998) and recently empirically supported by Pearsall et al. (2008) focused on the detrimental nature of faultlines, we argue that faultlines may produce the potential for creativity. Our argument is consistent with past research on diversity and faultlines that has closely looked into the processes behind the effects of group composition on creativity. Homan et al. (2007) along with van Knippenberg, De Dreu, and Homan (2004) have argued that greater informational diversity begets more intense elaboration and discussion of the matter at hand due to the variety of information that team members bring to the table. Nishii and Goncalo (2008) further opine that groups with strong faultlines may offer some form of social support within their subgroups, and that because of this, the subgroup members may voice their ideas freely, without fear. This, coupled with the decreased possibility of groupthink in strong faultline teams due to the greater chance of task conflict (Jehn, 1994) , makes the situation ripe for maximum creativity to emerge. Next, we extend this literature by theorizing about how faultlines may act as a positive force and a catalyst that stimulates a cultural shift in diverse groups. A third contribution this paper makes is to the literature on organizational culture. We add to research in this domain by applying a dynamic perspective on the meso-culture (group level) rather than focusing on the stagnant nature of macro-culture (organizational level). Though an organizational culture of creativity and the various factors (information, diversity, etc.) that influence an employee's assimilation into it are well documented (Baer & Frese, 2003; Flynn & Chatman, 2001; Klein & Sorra, 1996) , it has not been studied extensively at the group level (see for exceptions Bain et al., 2001; Caldwell & O'Reilly, 2003) . Most research on organizational culture has also viewed culture as a relatively stable structured set of symbolic meanings that are shared by a group of people (Audia & Goncalo, 2007; Caldwell & O'Reilly, 2003; Flynn & Chatman, 2001; O'Reilly & Chatman, 1996) . We take a ''temporal'' perspective and examine how culture can evolve over time. More specifically, we examine the process by which a desired culture of creativity changes into an actual culture of creativity in diverse groups and focus on how this process will be facilitated by group faultlines. We also address the performance implications of creative group cultures by developing the links across various dimensions of group performance, and by considering creative as well as practical performance of diverse groups. Our focus on creative outcomes in addition to group performance allows us to understand the diversity and cultural implications for creative group processes better.
Future Research Agenda
Organizational teams do not function in insulated situations where only informational faultlines may split the team. When other demographic attributes (age, gender, etc.) are salient, they may also influence faultline subgroup formation. There is a need in diversity research today to fully understand how different types of faultlines (demographic and informational) interact with each other in real-world settings. For instance, it would be interesting to see how age faultlines (see Helson, Roberts, & Agronick, 1995; Nerkar, 2003; Ng & Feldman, 2008 for discussions on age and creativity) interact with informational faultlines. The creative pioneers from the technology sector are now facing savvy newcomers from an entirely new generation, with whom they may match along some informational attributes, but not along the dimension of age. Research on this topic would be very relevant for creative sectors of the economy. A related issue that needs to be addressed in future research would be to examine which type of faultline exerts the maximum power in shifting the desired culture toward an actual culture of creativity. In other words, we would like to know whether informational faultlines continue their positive influence in the presence of demographic faultlines. Another way to extend this line of research is to look at the effects of membership changes on culture shifts. For instance, Choi and Thompson (2005) found that membership changes enhance group creativity as new members in the team make the group revisit its information and processes as part of the induction process of the newcomer. Such reassessments may well energize the group toward the goals that it started out with, or may even derail its progress.
One more potential avenue of research is to look at the differences in effects for weak, moderate, and strong faultlines. While we have argued that strong informational faultlines might lead to strong subgroup support and team creative efficacy, one might also wonder whether such strong faultlines might result in such high levels of conflict that they may become dysfunctional. In this case, perhaps moderate faultlines can be more beneficial in facilitating culture shifts. For instance, performing creative activities in faultline groups can be expected to give rise to greater conflict, as it is well known that people react strongly to the opposing party and are reluctant to compromise when identity-relevant issues are at stake (e.g., Druckman & Zechmeister, 1970) . Although we do not focus on identifying the potential sources of negative influence of faultlines on the link between a desired and actual culture, including conflict, in this chapter, we think this is a very interesting question to address in future research. Another area to explore would be to understand the reasons for the reduction in practical performance when a culture of creativity manifests itself in informationally diverse groups. There may be possibilities to explore evaluation errors by managers, who may pay lip service to creativity, but may implicitly desire only for practical outputs from their team members.
On another dimension, there might be a potential for clarifying the debate around creative cultures and innovation. For instance, some researchers argue that a culture of creativity can be linked to innovation as the latter cannot survive without promoting the former AU :7 (Andriopoulous, 2001; Flynn, Dooley, O'Sullivan, & Cormican, 2003; Paulus, 2000b ). Yet, others suggest that a highly creative environment may not be good for organizational innovation since innovation often requires more formalization, which creative cultures may not necessarily support (Janssen, van de Vliert, & West, 2004) . However, there is consensus on both sides in mentioning the benefits of a workgroup environment filled with support, tolerance, and encouragement of creative behaviors (McFadzean, 1998) , but there is still much to learn about how creative cultures may influence innovation in workgroups. Furthermore, while we have discussed a culture specific to creativity in this paper, other facets of organizational culture (cf., risk taking, experimentation, tolerance, competition, etc., O'Reilly et al., 1991) can have repercussions on the team's creative behavior as well. By way of illustration, it would be interesting to see if a culture of competition among subgroup members bodes well for creative outcomes, or if a culture of cooperation would attenuate creative behavior by stifling dissent and putting team discussion into tedium. Future research should pursue analyzing such related aspects of organizational subcultures to understand the role of contextual factors in stimulating creative behavior in faultline groups. Following O'Reilly et al.'s (1991) footsteps, we also need to study how these subcultures interact, whether group members' alignment to different cultures matters, and why effects of these alignments may differ for members within the same organization.
It is also important to know when the cultural shifts may fail to emerge. For instance, if the group's desire for creativity is in conflict with some higher-level organizational goals directed toward more conservative approaches, shifts toward a creative culture may not be encouraged, and may not occur. In fact, such nonalignment of culture supportive of creativity and organizational goals that do not support such creativity may override the positive effects of informational faultlines in facilitating culture shifts. Research should also look at another potential mediator, conflict, and how it may impact the functioning of the team. For instance, depending on the type of conflict (task or relationship), conflict mediation can work in the opposite directions: task conflict may enhance the moderating effect of faultlines in facilitating culture shifts by stimulating more action and engagement in discussion, whereas relationship conflict may weaken such effect by taking group members' energy away from focusing on solidifying the culture of creativity.
Practical Implications
It has clearly been established how vital creativity is for organizational success (Florida, 2002 (Florida, , 2004 ). Our theoretical model suggests that work groups for whom creativity is a critical-to-quality characteristic (e.g., research teams) would benefit enormously from assimilating members from informationally diverse backgrounds. Groups with informational faultlines may have the most return on investment in the form of creative outputs, whereas workgroups without such divisions may not achieve the desired outcome. This is only true for the teams where creativity and innovation are required attributes and the main criteria of group performance. In the context where creativity is critical, organizations might focus their efforts on maintaining social support in groups with faultlines and on increasing their team creative efficacy. For instance, organizations may focus on teambuilding programs (group exercises, branding teams) to promote a sense of camaraderie within groups with faultlines. The expected increase in social support will in turn bolster confidence to explore creative viewpoints and to foster a culture of creativity. To optimize team creative efficacy, firms may use interventions such as self-guided training or guided exploration, which may enhance members' feeling that they can be creative (Debowski, Wood, & Bandura, 2001; Latham & Budworth, 2006) . Finally, managers should be aware of the potential negative effect of a strong culture of creativity on group performance outcomes. Thus, they should strive to maintain a balance between how creative they want the teams to be and their productivity expectations.
In this chapter, by exploring the complex interplay between culture shifts and group splits, we have analyzed how groups' informational faultlines may stimulate a change in groups' culture which then in turn can influence group creativity and performance. As we take the first steps toward developing a new map of the diversity-creativity terrain, we hope to help businesses navigate better toward their goals. Amabile (1982) ; Vancouver, Millsap, & Peters (1994); West (2002b) .
UNCITED REFERENCES

ACKNOWLEDGMENTS
We thank Margaret Neale, Jack Goncalo, and the anonymous referees for their guidance on this paper. We are also indebted to Bill Whitlow, Bill Tucker, and Chester Spell for their comments on earlier versions of this paper. Finally, we would also like to thank Shweta Kulkarni and Tara Toal for their support in editing this document. All of the above have influenced our paper immensely. & The references listed below were noted in the text but appear to be missing from your literature list. Please complete the list or remove the references from the text.
& UNCITED REFERENCES:
This section comprises references that occur in the reference list but not in the body of the text. Please position each reference in the text or delete it. Any reference not dealt with will be retained in this section.
Queries and/or remarks
Location in Article
Query / remark Response AU:1 There is a discrepancy in the chapter title wrt the title present in TOC, please check and confirm.
AU:2 As per the reference list, author names in reference citation (Hunter, Bedell, and Mumford, 2007) (Nonaka, Umemoto, & Senoo, 1996) has been changed from (Umemomoto) to (Umemoto) . Please check and confirm.
AU:6
As per the reference list, author name in reference citation (Bunderson & Sutcliffe, 2002) has been changed from (Bundeson) to (Bunderson) . Please check and confirm.
AU:7
As per the reference list, author name in reference citation (Flynn, Dooley, O'Sullivan, & Cormican, 2003) has been changed from (Sullivan) to (O'Sullivan). Please check and confirm.
AU:8 Please provide the volume number and page range for reference (Bezrukova et al., in press), if possible.
AU:9
Please check the inserted editor names in reference (Williams and O'Reilly, 1998) for correctness.
